Abstract. This paper describes problems that arose with the scaling and internationalization of the open source project Catrobat. The problems we faced were the lack of a centralized user management, insufficient scaling of our communication channels, and the necessity to adapt agile development techniques to remote collaboration. To solve the problems we decided to use a mix of open source tools (Git, IRC, LDAP) and commercial solutions (Jira, Confluence, GitHub) because we believe that this mix best fits our needs. Other projects can benefit from the lessons we learned during the reorganization of our knowledge base and communication tools, as infrastructure changes can be very labor-intensive and time-consuming.
Introduction
Scaling and internationalizing a Free and Open Source Software (FOSS) project is not an easy task, at least not in our experience. Our project grew from five contributors in 2010 to over 130 in 2014, which lead to various organizational problems. In this paper we describe our problems, approaches we devised to solve them, and lessons learned along the way. We think that other FOSS projects can profit from our experiences.
In our project Catrobat we develop a visual programming language which has been inspired by Scratch [11] from the Lifelong-Kindergarten-Group at the MIT Media Lab. Our aim is to empower children and teenagers to easily create their own programs and to express themselves creatively using their smartphones. A dedicated Usability and User Experience (UX) team applying the personas method [6] and other usability techniques helps us focus on the users. This is particularly important because, in contrast to most FOSS projects, Catrobat's developers (mostly university students) are not a subgroup of Catrobat's targeted users (mostly children and teenagers). The UX team helps to create an understanding of user needs in all developing teams.
Communication within our teams was initially mainly face-to-face, which is good for localized agile teams, but leaves many decisions undocumented, which is disadvantageous for a larger, distributed FOSS project. Discussions tend to get started over and over again, when nobody remembers why and based on what information a decision was made in the first place. Later we will elaborate on the communication problems, because they are at the core of our difficulties with scaling and internationalizing.
The increasing number of contributors from five in 2010 to over 130 in 2014, and the participation of international contributors in our project made organizational problems apparent. Documentation was not equally available for everyone, the entire current project status was not visible online and we lacked important communication channels. For example most of our contributors did not use Internet Relay Chat (IRC), which is often an integral infrastructure of FOSS projects and compulsory for the participation in Google Summer of Code (GSoC) 2 , in which our project participates since 2011. To address these problems and to be able to integrate more and international contributors, we had to change our project infrastructure, the ways we communicate and some of our tools.
Section 2 gives a short overview of work related to the approaches we formulated. In Section 3 we will identify the problems in greater detail and describe our approaches to solve them. Section 4 contains the lessons we learned on our
